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) s When You Don't Know What's Importdnt:

. Rev1td1121ng Dec1slon -making in.the Native American School
AAK

o

Decision-making occurs within a context of «ecxpeciations, not

[ [
R,

s : - - ; -
within a " vacuum. As decision mdkers, administrators act or react to
< situations based upon the expectations existing within the
: s - . ¢
Iy N Iy & . .
environment . If formal expectations such as-a school philosphy or
. X . . \ . ' B
district goals are’  absent, the administrator reacts to the informal
- ,}y ’ . ’ .
expectations he/she perceives to exist. . Without «clearly stated
R . . . r'ad ’ . .C:.
parameters to govern administrative performance, .however, the leader

"may unintentionally direct the :school away from the community's

educational priorities.

Unfortunately, imany adminstrators, in Native.American educational
I _ . ,

%
i

sygtems are left to define the expectations of the school and to

\ . v - . ' s )
determirne their own direction within the school setting. Under these

. .
-~ :N

>

circumstances, conflict may arise between -the actualgiféeds of the *
. ‘ et . i

institution which serves the -native child and the neégs as perceived
by the individnral.’ SRR . \,

' ’ . \

The Context o :

L

7

a

In the Ganado Public Schogls, located in the mortheast corner”bf

the Navajo Reservation, the district administrators have experienced

v

both ends of this centintum. Over the'pastgseverél years though, the

- Y; . . . . . )
1650 student, k-12 district has own 1in sophlstlcatlon, making great
. N - d : ) .
.strides by formalizing, ‘refining, and verlfylng de51red dlrectlon.
’ 'r
This article discusses Ganado's administrative retreat structure
5 N : i : N : - N -
. ) )
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:utilizqd.'during the past four. years to promote the tecam managément
s concept and to maintain the District's formal dircction.

Building from a comprehensive necds .assessment compjeted within
and arcund the Navajo communities served by the district, the all

Navajo School Board hés_established and adopted a district phiioééphy

and ~the individual school units have constfucted goal statFments to
) c N

e -

implewment . the philbsophy's ihtenmed‘ direction. Periodic review of

- o

goals and objectfvgs' b§ the .District's administrative team provides

- for . monitofiﬂg ‘and 'mﬂ/cdurse corrections as needed. Realistic

.
.

g . a : : :

o . . . . \ 4 . .
objectives are maintained while others may lose their status due.to

the <constant nature of change within the“educational milieux. In

J ,

"addition, -annual’ objectives which haQe'becn completed are recognized

and provide a sense of accomplishment. 4 o R
Extendihg from \ the foghal direction established by the

S i

philosophy, the district's administrators,~inder the leadership of a:
Navajo superintendent, have developed:-- a strong team .approach to

leadership. Meeting _regularly 'in retreat settings to review and

establish district-wide objectives and activities, they‘work together
. ' L I - - : » '
to refine the effectiveness and efficiency of the district's

Y

o

R Y

edheéliong} and academic éuppoft systems. o - ‘

(.

D '

[ - : . 4

The Retreat . - ) ' S ’

. - 24
X -
S ’
K

~The word retreat“.implies "getting away'", .and the basic utility of-

-~ ; B
N -

“the ‘retreat is to provide a conducivé setting in which to <clarify and

reaffirm direction without the attendant distractions of the office.

-
. .

A ‘wellwplaqned retreat has the power to revitalizé its participants

* ~

and. to keep ‘them from stagnating or becoming isolated in thei'r-

- s

| | | | - . -/
o ‘ . ° . . - a .
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etreaty can also be a signal that change is
) .- . ‘ .

decision making. The
. “ “ - P - . »

-

possible and that frustrations ¢an be vented constructively. ~. =~ .

The Abproach

O
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Aruitoxt provided by Eic:

"Central to the success of the retreat structure is an .established

Feém managemeanapproach'énd a democratic leadership style.thﬁeée are
. S . o
eéééntia;, since the proup must work closely to put the yéar's tasks
invo perspccti&e. In thés' strategy for long-range planngng, the
pagti?ipants' éust déveibp_open’communicatipn lines between departm;nté

P ; .
and must beiWilling gb'expo%é both persoﬁal and professional views. If

“

-2

these goéls are  to. be achieved, then comradery and trusF must be

built. . . .

! ¢

During- many retreats, administrators review the district's goals

[

and , determine he degree: to which the _various departments of the

district vsupport éstabliéhed priorities$, Clarifying the present

Xy g

. ¥ _' /_‘_ y - 1 .
condition of these efemerts and the improvements implemented during
the past year, they outline future activities.® The concept aims to

develop: a partnership among administrators; a common ownership of ‘the

' R ”
direction; and a strengthened comnitment to.this structure.
. / o : -.‘g
b 3

: » , . - :
Most importantly, the retreat must have .the full suppdrt of the

-

district. . Although it is essential -for the,Bdard to recogn¥ze the
. . . ' A L -
retreat” as “an_ important and valid administrative  decision making
‘ ' : : ;
structure, the process must also be a funded priprity. The allocation

i 4 . . -

of funds to implement the tetreat will ‘permit the_édministrapive team

to program the needed fleiibility for planning'and’for'carrying out

the 'refreat.

- - ) : t -
. : ! ¢ .

-

<

Approaching each.  retreat somewhat uniquelx over the years,. thé

a

/,

P . L : , s
. . [ o) - c.
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( . '

. . : - . at .
- Ganado . multicultural radministrative stafl has tearned “about the
\ 1 ' - Lo . . &
. e " . ‘
importance of team ' work. hey have also  learned. about the
" H . ' . - .

3 ’
dlfflqpltles which are encountiered whgn honest, open uwiscussions
. . N N )
address needed .adjustments, within the school system. As a result,
. L . N o ‘ . .
each . retreat. resulted in a maturing end & . refinement in the

: - j . ‘ _ :
sdecision-making process.  To these ends, several aspe¢ts :0of the
. : : : ot A
retreat process merit discussion. These arer preT{anning, scheduling,
- 2 . . > . -
. . ¢ . .

- 7 s > ’
. .

and followthrough.

Preplanning : ' . \

-

) \ i

i‘ : . o ) . ~ »

oL . . . : ' / .

OQur  experience demonstr¥ates that while.there are many,possible
. ) . . J ~ P

approaches to conducting‘anh effectiye-retreat, the first step remains

. k] . / !
to establ%gh cllear expectations for retreat outcomes. This is
. . . : ) ' . o )
important .since eath participant. brings unique wants and .decires to
* the retreat ™“setting. "herefore, an-instrument to focus attention on
3 . 3 3 ’ ‘ - ’ Lkl
priority. issues is central.: s

B \ ) ,
/ \ . } . . * . .
structure consisting of forMal - and informal opportunities to/ 4
. . ¢ : N : . . ) b
brainstorm  ideas and to ., vent mutual .administrative concerns and
*frustrations. “ However, preplanning will delimit its context. In

this ~ regard,. it is® important to bclarify the major issues and to
address thé, retreat process and expected products.

Since ali participants centribute to the retreat agenda, a sense

: (O3 N
.
.

of commitment: and ownership is often ‘created among’ the staff.

Nevertheless, the agenda - should be »avéilable‘prior to depafture to

- . . . O
allow participants to. prepare necessary materials and to c%nsider
. ] L g N « . o
sqlutiGns in advance allowing for greater time efficiency while at the
’ . . Y « o
PN , - - &
oo : S . 5 e
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The .retfeat agenda is an instrument which provides the necessary .
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cooperatiaon and commitment_aré necessary ingredients.

]

retreat. ’ .o -

Site Planning and Selectvion

-
kY

The retreuat process' includes deciding where, when, and how the

L

retreat Ywill ‘take place. A critical factor in this decisiqn’willrbe,
" . B . » ' ) .
the« amount @ pf .time which can be devoted to the retreat-possibly one,

two, or three days. The~retreat location largely determines the amount

’

of time spent formally anl informally addressing the retrecat's goals.

Sites which are closer in proximity to the district effectivgly reduce

’
.
0

travel time and fagtigue which:eat away at the available time.

a

Depending on the extent of the propgscd agenda and the number

of days which «can be allotted, the selection of a non-restrictive

environment, conducive to both informal and formal discussions, is

suggested. Roughing if outdoors may be preferrqd‘by some, however,

we suggest a .place where there are not ftoo many survival issues so
> e 4 N

/ )

that the erou can maximize their “time interactin with théﬁ
group : - £ v i

3

substantive issueg@_surround]ng schecol improvement.,» If the group.must

also worry about .tooking'and cleaning up, valuable time may be lost.
In any. event, administrators are. high priced cooks and usually poorly

qualified.
While many prefer to hold .the retreat ,twice a year, some

prefer toh hold a retreat once during the summer when children_are not-
_ . ) A . ' g

~

around. In either event.,, all par%icipants must be available. Since

v '

- *
7

H]

administrators within the district may have variaﬁgbcbntract‘dates,

©

i In answer to the question of how, there are many subtopics.

The first® question would -have tp, be,  Should the- group plan and

a . °

' . ' N . 6 '



curriculum and meintenance coordinatorg.

~—~

implement  the retreat with the aid  of o consultant or shonld they

-

brave it alome? This would depend upon the sgroup’'s ability to'dxccute
. [}
.

issues analysis techniques and to bhrainstorm effectively,
. . . + h '
A further consideration points to the selection of the team's
. v,

membership and the roles of cach person. Key. staff .shoull certainly be

- . . : . - . , .
expected to -participate and board members should be invited. Key
) . % R B '.
staff at Ganado .include the superintendent, assistant superintendent,

@

. . . y . ' B e
four principals, business affice’ manager, and.the funded programs,

-

1 . . ' .

fre . o - q
s : §
IMPLEMENTATION . , : ’ ’ L
: , , PR
\ . .
- s
If a decision 1is made to have the administrdtive staff
organize and implement the Tretreat, assignments Wwill nmeed to be
distributed., A facilitator to direct or focus discussion, a recorder,

O
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and, if you plan to ‘break into smq&l'gronps, team leaders-may be

) # . . .

needed. Bringing a secretary along éo type documents 1is alsgo-
" .

]

[3

Y e

| .

‘Bringiﬁg along copies of last . year's goals, objectives, and

suggested.

aéFi’gties, the district philosophy:% chart = paper, legal pédg, and
peﬁ{ils are items th;t ‘should be cﬁnsider;d. ‘Copies of other major
. . . :

documents which might be discuSéed would -have to be Fvaluated priior to
bringing them, However, remeﬁbéf that the retreah is a pfanning
meeting: Thisl would ~ be the place to plén which*documents'might need
revision and to develop %, ;imelibe, not neceé?arily to revise thﬁ

document at the retreat. Actual —rkvision may be a < part of ‘the

. <

timeline during thé year. .

) . +

>
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finally accdpted as atta&nable for the

RETREAT PRODUCTS

. ¢ : A
The  retreat  products  will inclade

\

the noals and, objectives

developed hy the Poard l'u[ the  administral i‘.'z»l, Veam ‘1‘() impl(-.nwnt
- ’ ) L
through the ddentification of activitics ands the development of the
work plan, This plan explicitly dcno{eﬂ ﬁrojcctgd completion  dates
and the person/people responsible. Prodwctsa include tangibles-a;

Py
¥

S .
well s those intangible outcomes which are equzlly important to”a

P

strong team and the potential for successful realization of the

S :
objectives for the ensuiny school year.

according to categories such as curriculum,

These .objectives were typed, duplicated

”
%

.
The objectiviﬁ which were
. f
| N »
school year "were listed *
4 .

v

finances, and maintenance.

and distributed for final

a i
'D i . 3 .
review and amendment. ‘A chart wiyg the objective, expected date of
Ny . . ] ‘ ’ »

completion, and person responsible was constructed.

Intangible results sincluded

L]
, impreved N\ collegial

N N
interrelationships, a clearer understanding of “the: d}rection . the

Distiict should be taking, and a renewed commitment to implement the

B 1

myriad of goals and bbjeétives {ound within the school system,

L)

FOLLOWTHRQUGH - S

- '

[~

A .

Subsequent to the conclusion of the\{etreat and the return to

. e \

the fteal world of inwbaskets - and melephonéhinterruptiohs, the plan

must °include periodic "review by the team during the course of the

¢

4

-~

year. Tﬁgi practicality of all sSystems requires&ongoing assessment of

direction

tatements in light of fluctuating circumstances, unexpected

. : - ’ - ¢ *
factors, and -resource; variables which impact the district. Wi}h new

R P

. N ‘ . 8

. . o : v 9
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information and developments within the expanding envirvonments which
’ . 7 . . S

influence " all reservation xchonla{luhjocgivv activities mgy vary., even

N
be oliminated,” while ther ovira rehing goals of the diat r\i ¢t continue to
. \
‘provide dircction for charting the course  of  Native Awericun
. ‘ [ &
education.
* P24
' 24
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